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Higher education now faces broblgmslwhich inhibit it

from planning major new programs for the future. The two most serious
problems are crises in funding aggravated by dwindling enrollmenks
and lack of continuity in leadership. Teacher education prograams arfe
often spared from being cuwt--some have been expanded--because they
are cheap %o run, but interests of budget and cost efficiency
preclude innovations. In terms of leadership, individua%“private
interest, examplified by faculty collective bargaining, often ignores:
larger issues. College administrator turnover is rapid, “partly
because the jobs are so demanding and frustrating. This too
diminishes long-term cooperative planrning. A swing to canservatisa in

American politics has influenced education.

People seem ready for a

retyrn to the 3 Rs; other aspects.of traditional universities will
survive as well, while the rest will rely mostly on field experiences
and emphasize peal skills as opposed to“titles and credéntials. Those
seriously interested in progressive education should work together to
prevent a chaotic, unplanned, and undesirable educational future.
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PREFACE

%% .

The Center for Vocational Education welcomed Dean Frederick Cyphert, The Ohio State
University, College of Education, who presented a paper to The Center and The Ohio State University
staff on the topic of forces affecting program development in higher education. Dr. Cyphert’s ex-
tensive experience in university administration qualifies him te examine in depth the progress of col-

_ leges and universities in their struggle to develop educational programs that meet society’s continually

chayplg needs and expectations. - .

‘Dr. Cyphert describes in his presentation several factors that are occurring in society and im-
pinging on higher education. His observations concerning program development in higher educa-
tion and suggestions for dealing with factors influencing prograrn development should be of definite
interest to educators. ,

A pative of Ciarion, Pennsylvania, Dr. Cyphert earned his bachelor of science degree from
Clarion State College in 1949. His advanced degrees include an M. A. from Syracuse University in
1950 and Ed.D. from the University of ?ittsburgh in 1957. ‘

He is widely known as a leader in the work of a number of profeslona] organizations. His ser-
vice has included the presidencies of the Virginia Association of Deans of Education, the Virginia
Educational Research Associatiof, the Association of Colleges and Schools of Education in State
Universities and Land-Grant Colleges, the Ohio Council on Teacher Education, and the Ohio College
Association, Teacher Education section. ’

In addltlon Dean Cyphert has been a director of the Oth Association Tor Higher Education;
member of the State Advisory Bo n Teacher Education in both Ohio and Virginia, a director of
the Virginia Center for the Study :S&ience, Technology and Public Policy; member of the Liaison
Committee of the University of Virginia and the Federal Executive Institute, member of the Govern-

ment Relations Committee of the American Association of Colleges for Teacher Education, and mem-

ber of the Advisory Board of the National Center for the Development of Training Materials in
Teacher Education. > :

v

Dean Cyphert has been chairman of the Commission on Curriculum and Instruction of the

. Ohio Association for Supervision and Curriculum Development, the Commission on National

Council for the Accreditation of Teachen Education Standards of the AACTE, and the Commission
on the Teaching Profession of the National Association of State Universities and Land-Grant Colleges.

He was co-director of a National Institute of Health project on the preparation of educational
specialists for the health professions. He has served as consultant to the Curriculum Council of‘the
Columbus, Ohio, Public Schools, the National Council for the Accreditation of Teacher Education,
the U. S. Office of Education Research and Educational Personnel Development Branches, the
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Graduate Education Study of the state of Georgia, and the Resource Allocation Study of the. ‘ y
Umvegéxty of Missouri.

. : “ \
/’/I'he author of numerous articles, he is also the co-author of several bogks including. Teachirg .
. in America, Teaching in the American Secondary School, An Analysis and Projection of Research .

in Teacher Education, A Taxonomy of Teacher Classroom Behavjor, and Ac r:r'zic Administration.
The Deanship. *

On behalf of The Ohip State University and The Center.for Vocational Education, we take
pleasure in sharing with you Dr. Frederick Cyphert’s presentation, “Forces Affecting Program

Development in Higher Education: Is Anyone Driving?” .
o )
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) Robert E. Taylor
] . Director- .
: The Center for Vocational. Education
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- © . FORCES AFFECTING PROGRAM DEVELOPMENT
' _ IN HIGHER EDUCATION: IS ANYONE DRIVING? -

- Ted Cyphert: e ‘ -

" 0 * . .. , -

I remember a cartoon that used to appear quite frequently as part of the comics which shows ~
a bus hun:ymg down the road with heads and faces sticking out of all of the ;zl:ézws It’s obvious

VY T TR T ¥ Ty

that there are far more people aboard the bus than there should be. The on that you see in
, the whole piecture is somebody shouting, “Is anybody driving?"’ The answer vious: no one is
driving. That’s where I think we happen to be in higher education, conseque‘rihgﬁlytitle of this
presentatlon . o
One format for organizing issues ift hlgher education is through the alternative futures model.
In this model, the first task involves a status study of what exists now. “Second, predictions are
made of the most likely future, given existing causal conditions. Third, a more desirable future is v
predicted. This is perhaps where we would like to be, instead of where we are likely to be. Then,
obviously, one of the things one thinks about is what kinds of interventions,might we make in order .
to make the moreé desirable future and the most likely future the same. My remarks will concentrate
on the line that links where we are today with where I think we are most likely to be. I am not talk- °
ing about where we should be; but rather, where I think we are likely to be. I will concentrate on
some selected factors that I think are happening, that impinge upon higher education, and that are
likely to move us in certain directions unless we do something about those fogces.

T Ty

In the immediate past, higher education has had the luxury of growing enrollments, of reason-
able adequate state, federal, and foundation funding, which has allowed us the ease of simply creat-
ing programs as these factors would allow us. Building new programs has not been a problem for
higher education in the past ten to fifteen years. Obviously the current scene in higher education
presents us with a different pictufe. There are now fewer enabling factors and many more constrain-
ing factors. Now more than ever we need a way of thinking about our role in the university and in

. the community which will give us some confidence to decide what to do and what not to do. We
' are forced to plan for these constraints in a way that will enhance the future state of higher educa-
tion. .

- .
-
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Obviously the threat of restricted funds and other factors may goad us into courses of action

which would not serve well either higher education or the nation. In this regard I will discuss briefly

some factors that are impinging upon us internally, that is, within a university; and externally, out-.

side the university, which are creating a most likely.futl_ue for us. Although I will probably lean

heavily for illustration upon my own background in teacher education, I think it would not be dif-

ficult for any of us to give illustrations of the same phenomena in other areas of higher educatipn.

. ' . -
One cannot look at higher education in the future without thinking about enrollments. The
Ohio State University Center for Business and Economic Research notes that: “For many decades
. T .




* other words, we are going to have fewer students; and, as noted in the Chronicle of H; gher Edugation, !

Ohio kept pace in population growth w1th the United States a?a whole Beginning in the late 60’s, ) L m /
however, Ohio’s growth rate leveled off, and now, in the first yearsQf the 70’s, Ohio has experienced ’ -
the third lowest rate of population increase and the highest rate of oﬁt-gglgratlon in all fifty states. .

The birth rate in Ohio has decreased'an estimated 37.7 percent since 1968, reaching its lowest point k L
since 1959 Given that there is a direct relationship between the number of’blrths and the number |
of children entering the first grade, we can expect this enrollment to drop by mere than one-third T
by 1984.” As The Center pfojects, “unless the birth trends are reversed sodn, . . there will be less .

than three-fourths as many pupils attending our public elementary amd secondary schools as are now
enrolled.” The implications for schodls, colleges, the economy, and the education-profession are
certainly dramatic, particularly in rdatlon to budget constraints which will be discussed later, In

there are laxge numbers of colleges and univeéfsities that exist today that just will not exist in ten years
because there will not be the student population to make them viable institutions anymore. You .
know as well as I the embarrassment that superintendents are facing today when they close schools . B EN
that a few ye go they were passing bond issues to build. In this country bigger and better go v -
together; ﬁ;ﬁc‘ie smaller means poorer. This mind set certainly has implications for. higher edu- .
cation. Lo ' : L
Juxtaposed w1th these enrollment projections is a phenomenon which is occurring in tea\cher " g ,
education which may not be uncommon in other professions. While declining enrollment in teacher Cioa e
education has been a general phenomenon in good and bad institutions and in large and small insti- =~ C
tutions alike, some institutions, chiefly of a nonaccredited variety, (those that are usually dependent :
upon teacher education ehrollments to maintain fiscal solvency because teacher education is the . . | ;
cheapest program they run) have taken this opportunity td fill the vacuum, as it were, by i mcreasmg o J
their teachereducation enrollment by as much as 5059 100 percent in the past three years. “This T .
expansion of the “AVIS” or second class institutiops {see Reisman and Jencks) coupled with the . 51
decline of productivity from the “Hertz” progr (Michigan State, Wisconsin, Minnesota, The. T
Ohio State University, etc.) is surely not designed increase the overall performance levels of en- )
tering teachers in this country. In chatting with the chairman of the sociology department in a :
“Big Ten” institution the other day, he said that they are <utting down on their doctoral program . -
in sociology i in view of the slackening demand on the national level. At the same time, two other . :
institutions in that state that I would like to think are lesser i institutions, particularly in sociology, :
have inaugurated for the first time Ph.D. programs in sociology. The “AVIS Phenomenon” is not

limited to teacher education. - e . .

_ Closely associated. with the enrollment question is the problem of declining budgets in hngher
education. As budgetary allocation formulae are related to enrollments and students credit hour
generation, we can expect our budgets to decline as enrollmentd decline. Although this phenomenon
is related to student-centered units of the university, it most certainly impactsenthe amoun? of
money that the university has available for spending in genetal, which means that it affects non-
credit generating facets of the university as well. The implications are many, and most of them are
obvious. In other words, far less activity will occur which does not produce student credit hours. - .

This means that there are going to be fewer service activities and fewer research activities. What is
‘done in the research and service-atena is going to come from resources outside the state and/or the
university. That is, service and research, if you will, is going to be for sale and if+it is not salable it S
is not going to be done. This situation forces us to be able t6 $how immediate demonstrable 1mpact
or product from our research actmty Ob\nously, this may. cause us to question vyhether or not to . \.
‘continue to engage in basxc research or in longxtugmal studies. *
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O " I addition, we are all aware that any movement in new directions within the uhiversity re-
' quires what atre called “developmental costs.” We cannot do something new and different for quite
the Me costs as contmumg to do the old. Once the activity becomes routihized, those costs dis-
appear but there are these developmental costs What we have instead is a faculty that is not ex-
panding, and is perhaps overworked with Just what they are domg now. There are no resources
avallablg to pay for developmental costs and developmental time, and the result is an increasing
i dlsapp’earance,,of the experimental and the innovative. We simply (Eo not 'have money to pay for
. innovation. *1f this coﬁdltlon cont;mues to develop unrestramm ouf activities will be chosen solely
L ongthe Jbasis of cost efficlengy.,‘not’ neeessanly on therr ablhty to Improve.the effectlveness of pro- .
) ~gramsk L A atee ‘
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"A further stram on the umversrty budget is the mcreasmg pressﬂre from constltuent gzoupsm
all professwnal\ﬁe’ld.s to become more practice-oriented i in 1tsﬂpréparatlon pfograms, whrch increases
. ’the drain on resources. Practicum detivities are always more costly to execute and supervise than , .
* are didaetic activities. Consequently‘those persons,m chaxge of un;verslty programs are, faged with .
the dilemmia, given the shortage gf resaurces, of i ignoring this pressure for increased inv lvement :
. in the fleld or of succumbmg to ,;t and of necessity transferring mtich of their r:esponsnﬁllrty fola
programs to fleld practltloners Neltlzei chorce at least on the sln'face is acceptable

(.. - all ,\,*, : _‘

LN

. , As we are all aware, facultles of many unlversmes acroés the nation are riow in‘the process of
.. examiking collective bargarmng as d possrble alternatlve for achieving professional and e¢onomic
* advances, and many faculties aye in the prehmmary stages of forming bArgaining units.. Three o .o
* factors areheing confirmed d by this moVement. One of these is that all of the data seems to show P
that the amount of T money. “available to the institution as 2 whole does.not vary, whether or not the  .;
institution has aaopted collecfive bargaining. The institutions that have gone ‘into collé’ctlve bar- .
L. gammg do some things differently with their budget than they did before they had collectjve bar- .
L gaining, but the amount of moéney that they get from the state is about the same. In mﬁm\L
, the collectNe bargaining process has just not altered the size of the university budget- L
Second the percent o¥the total university funds thit go into faculty salaries merease:zgiffi- TS
cantly when theré is a collective bargajning unit. For example, in the two year institutionyfn Ne¥
York prior to collective bargaining about 66 percent of the budget was allocated for faculty salaries. L e
At the end of threg years of collective bargaining, 86 percent of the budget was allocated to faculty ‘,-.» .
salanes The proportlonate decrease has come largely fr8m instructional facilities, résources, an;l ’
eqmpment In essence, we have better paid teachers, and .poorer a accouterments of instruction.

13 ¢ - ‘ " .
Third raises are less differentlated under collective bargaining and there is a much higher per-
centage of across-the-board raises. This practice gives 5 less incentive for doing better. I this sitga- .
tion we are again faced with the dichotorny presented by Guba and Getzels of ideographic versus
nomothetic goals. Ideographic, or mtlmdual goals are going to take pnonty over nomothetic, or . )
institutional goals when.there i is less mcentwe to do what the institution would have its faculty do.
. If the reward stem is equal&ed then there will be little reason to go beyond one's ideographic
. interests. These three related forces are bound to nnpact upon the quahty of instruction and
' curriculum development in an institution.

o o ——
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. Other issues that may evolve are those of program control and public reaction to ba,rgaihing' '
institutions, but this is too new a phenomenon in our portion of higher education to generalize '
hd , o - . « 3 ) - "‘:’-. Q’ ' \.‘/
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" much from it. To date, collective bargammg is much more mdespread in certam kinds of‘mstrtutlons o ..
than in others The ma]or doctoral/research produclng 1nst1t"ut10n$ have just not béen unronlzed L.

~

Another factor that is Occumng and at-an i mcreasmg rate what couldbe calIed changlng lead
ership. The tenure for presidents, deans, department charrpe , and directors ig getting short.er )
and shortet. It is now less than four years for both Dremdentsandv deaﬁ§ This rapid turnover in, .o
position is also true for supenntendents and many others in"leadership roles in other social institu- .

. tions. Increased pressures, both internal and external, make their jobs less desirable and, in fact, .
" less “doable.” Administrators are vulnerable to bemg removed from making an, unpopular decxslon
. regardless of the substantive merit of the decision. ‘Because of, ‘this quick turnover, there isa d‘e’-‘ ‘\m.
crease in the continuity of leadership. No 1nst1tut1on can execute long-range plans and projections %,L
" with revolving leadership. This means that there is ah increasing emphasw.bn what could be called
the “%ulck and dlrty,” because it can at least be accompllsl{ed wrthln one ’s tenure of offlce as this
ks contragts with more lengthy planning and decmlon makmg “ . % \ ;

<
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The problems of population decline and collectxve bargalnlng are not unrelated to many other
,  kinds of constraints on the unlversrty It is obvious that, public; sentiment toward the un1vers1ty has.
_ some relation to the amounts of money aﬁlocated by state lgglslatures and the congress to pubhc
educa’tron _This sentiment is formed by a public which asks '“Wh 51 it continue to cost more to-_
P educate fewg students?” or which sees faculties emb’torledm saIary putes or in.such things as.
T shortenmg calendars. The’ genenﬂ [%fmla@, too, is suffenng from the strains of inflation. Conse-

. qliently the image-makers unjversity would ,srkgest thatv we. respond to constltuent pres- ‘ N
T sures by mak‘mgprogxa m eClSLOI'lS in af 'nghgm@ﬁal £ashlon e o

‘ / . Pa exyhcate the i mcreasmg pg}@txcéatmn of education«, 1 must,.borrow from my own exper;ence ) 1
‘*/\;;th teacher eduication. Leaders . teacher.educatlon are dlscovermg the startling fact that many of,

us are making most of our profess,rohal difmslons pruganly on the bas:s of political consxderatxons N
)ather than on demonstrable fact Conscmusly and uncqﬁﬁcrouslyvour deslslons axe becpmmg rn-

R
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nnplémen‘tanon has been pohtrcal now pohtrcs has begun to pervade thg basrc ﬁecrsfon 1tself

P o - . "t
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2 Another exarqple of the way in whxch g,olrtrcaj co?mderatmns perm,gate declsrons 1n our pro me s
’ fessron is §een in'the current mass movemen,f tosu‘ij;tantxally inctease the fxeld expenenée pomon '_ -
of presetyice teacher education. In spite of the fact th?ﬁ?liergxs no conclusive evidence regarding .~ ..,
potentaal effectiveness or meffect.weness of . rncreased fjeld experience, this pofltlcally xnsprred move- o )
L _" , ment goes forward. It is a response to pressures exert.eq by alay public attracted by a simplistic, ~ "7 | L
solution to the ills of teacher educatlon, as Welf as the pressuies generated by’% majority of class- / \‘ SO

-----

. room teaohers whose motxvatlon 1s pnmaplg te gam éontro} of t;eaehex edu ation rather tlmn pg i i

.7 improveit, In effect, teacher educators iave ot held Toremost queskioss ¢ cemm‘jgﬁxe é?fg RN

L and‘the effectrvenes of the mcreased fxefd expemence oni the. developfng skﬂr’ of a generanon o _‘ -
prospechve teachers Nelthef are they sgucmnﬁg ihls program mod;ﬁcg?on,&o ,that its impact

" will be measurable .: = -
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) " In short a5 leadets mieﬁcﬁér“é‘dix oh We fin& ourselves part1c1pants 1n a profession of frag-
', mented mterest groups We compete w;t.h each other to gain control over the total professxon or

- N veut .7
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P to preserve the turf we currently hold. We are, in essence a confederation of territories, each pro-
tecting our domam torthe exclusion of other forces in the professmn We seek political feasibility
_ rather than knowledge desirability. We spend our energies fighting among ourselves rather than at-
tackmg the,con‘tent questidns which education must alleviate. The concept that “knowledge is
power” is léss true in the khowledge industry than in almost any other segment of society. Unless
we can increase the substantive basis for our decision-making, we will continue to be forced to act
more Ilke pohtlélans ‘than educators. i
0 Y e s “_‘»‘ > /
L7 Not uni:élated to the phenomenon of over-politicization is what I view as the increasing swing
of th;s country *toward conservatism. The populace seems less willing to accept on faith new and
mnovatlve appwaches to educatlon Whereas, we have progressed in service,and in industry to a
point of no.retum, we want 6 go back to the “good old days”’ in the aréna of ideas—and in our ap-
. proach to edxrcaﬁbn The Cofumbus Public Schools recently moved to establish an experimental-
" traditional school in ﬁfhlch dLScipline and the three R’s are going to be emphasized. This declsron

. xs generatmg rmich enthusxasm . -
The same phenornenon is occurring in higher educatlon, that is, institutions of a more conser-
. , s vatlve nature are prospenng}nore than innovative institutions. *~ “,
. ks . . . . ‘6 . . ¢ .

.

Tcy paraphrase what the commencement speaker said a few weeks ago to our graduates: “If
universities are Ieadershlp institutions in society, then they must lead.” Universities today are either
; S reactive and just respond to whlchever way they are pushed, or they are nonreactive, that is no mat-

ter howthey are pushed they are not aware that society is asking them to change

. The above factors are faxmhar to all of us. I would hke to add to this list a few items that I
think the public will not demand but which I think we are going to have to learn. We are going to
, have to learn to work cooperatively with other professions, with other disciplines, and with other -
) agencies in comprehensive attacks upon the ills of society. Universities have tended to be “loners.”
We have preat difficulty in working with, other universities; we have great difficulty in working with
other departments}, we have great difficulty in working with the professor across the hall; we are
. uncomfortable when collaborating with*'non-educational orgamzatlons We tend to be the bastion,
I suspect, of rugged indmduahsm
LY
However, most of the social problems in this world that are worth solving are too complex to
be solved by any one profession operating unilaterally. Somehow we have to learn how to join
hands in attacking social problems. We are going to have to know what we have to contribute, what
the other professions have to contnbute, and to have enough language in common that we can join
. hands i in some kind of a concerted attack. These needed relationships can have a tremendous im-
pact on the kind of programs we generate

-

—

Also I think that we have become too enamored with the tradltlonal audlences that we serve.
. For example, those of us in colleges of education have operated on the assumption, without ever
making it explicit, that all learning takes place between the ages of six and sixteen, inside the four
walls of the school. You and I know that never was true and it is perhaps less true today than it
ever was. There is some evidence now that more of what you and I as adults know was learned out-
side of a formal institutional setting than was learned inside that formal institutional sefting. School-
ing will always be an important part of our work, but we have to be thinking of some new targets




as well because society is different, Colleges of education are not alone in this idea of expandlng \

the kinds of targets that potentlally can benefit from what portions of higher education have to °

¢ontribute. While not neglecting the formal educational institution, all of us should give increas-

ing attention to the learning needs of all ages and conditions of man. )

Let me close with a prediction. I think that within the next few years higher education will

divide itself into two camps. I think that one of these will look pretty much as universities look .

" today, therefore I'm not going to describe that one. I think that the seeond camp will be so dif-
ferent that if a modern day Rip Van Winkle awoke after five years, he would not recognize 1t and T
certainly would not call it a university. I think these will be very extema]ly oriented organlsms
Programs will be field-based, practitioners will be heavily involved, and these programs will be po-
litically responsive. Productmty will be measured in products developed and in student compe-
tencies learned, rather than in credit hours. One’s job and one’s education will be seen by those
.institations as inseparable. Credentialism will play a much more.minor role in these institutions
than it does in ours. Degrees and titles will mean a lot less and the ability to deliver the goods in

- concrete terms js going to mean considerably more. I further predict that most of the institutions
in group one, those of the classical universities, are going to disappear. I think that a few of us will
remain, and those that remain will be the ones that are preeminent in doing what universities now
do. These remaining institutions will probably move in the opposite direction of being more highly
theoretical and more research oriented. Although they will survive, they may not be well appre-
ciated. I do not know if this change will be good, but I do believe that those of us who care have
to get very busy in listening to what the broader society is saying and, more than just listening, in
attempting to influence it, to becoming a part of it, and to being the knowledgeable people that

we are. If we do not, somebody else is going to make c}ur decisions for us.

B ¢ v e
. .

Obviously, my conscience dictates that I conclude with the admission that my crystal balltis *
not particularly clear. Iam aware that “Forecasting is a very difficult business, especially when it .
has to deal with the future!” « .
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